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Befmty Erector of Central Intelligence 
Director of Training 

Srawttjy Report, on the Honan Reaooroes ^ro^rm 
Conducted with Senior Officials 


1. The li| hour initial ph«r?o of the Human Resources Program was 
conducted with sis groups of senior officials during the period, 

1 December 1*53 - 12 Harch l^i. Throe of those groups included 
individuals from across the Agenqyj t m were mad® «g> exclusively of 
BOA jMBPficmmlt aad one consisted of DDP aroa division chiefs asd staff 
officers of equivalent status. The roster of 9k senior officials who 
were in the Trogrest ts attached as Appendix A. 1 have sloe noted 
m this appendix the names of senior officials who had previously 
participated in the Hunan Resources Program* 

2, Hi® objectives in. conducting the Progrm with senior officials 
ware* (a) to preeen t this basic supervisors' training for the serious 
consideration of top operating personnel throughout the Agexuqrj (bl 

to secure their reactions and suggestions! (c^ to stisjuXate cooperative 
action at the seoior official level to improve aauaagwwi ia CIA| and 
<d) to aako an eetisate of the roquirefwmts for strengthening the 
nuoagofflent processor through training. 

3* In % Judgment, the response to the Program was very favorable. 
1 believe that 9C# of those who participated in there meetings showed 
genuine Interest in this approach to »&aag«a«*t traiaingf most 
expressed & wish to lave the program carried on down the line in their 
<Mopenentsj and m encouragingly largo percentage Indicated a readiness 
to participate in whatever oo®t>rehe*i«ive plan aifht ba developed to 
improve auwgeiaent st all levels. I would estimate that not over 
XQ£ of thee* senior officials felt or expressed basic- opposition to 
the approach ts maigestont improvement that is implicit in the Human 
Resources Program. 

U. The problems end suggestions that came up in the group and 
individual discussions were quite similar to those discussed in other 
group s throughout the Agency, There seemed to be particular interest 
in problems of clarifying objective®, defining procedures, coord iaatlng 
activity, and securing leadership ia a concerted effort to improve 
the quality of management at senior official levels. 
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5, Mb r-rogyaa with senior officials provided a fine opportunity 
to jaake an uttart* of the place and function of tr atotog In the total 
Job of i. proving maagsmeat in the Agency* As haa boon graphaeitod 1st 
ee» ydt to ting these nestings, training is only one of several elessento 

la a nssssssrily ea^rahoasiva aniccvor to improve miaagement* It la 
essential for future planning, therefore, to see the total picture 
so that the contributions of training way he ftppropriate and effective* 

6, As a result of the systematic discussions in this program 
concerning better us© of the Agency’s human resources, the cues for 
ssanageMoni laproveasnt appear to be as follows i 

a. Throughout the Agency, rocponsiVio officials are 
conscious, of the need to give time and energy to ©treagthen 
the orocossoes of management a© ft ®©©ae of greatly improving, 
efficiency in operations. 

b. Senior officials are quit© vocal in aggressing the need 
for leadership at the BCI and W levels if plans and activities 
toward ®©nag®s®nt i^»rovosi®it arc to have the necessary irlva and 
are to be soesptodi within the framework of ncra&l operating 
responsibilities . 

e« It wm generally agreed that an official guiding 
stfttsnent of ranigcnsiit policy would be very helpful to defining 
objectives sad in todicatinK practicable techniques* 

d* it me- evident that activities or program to throve 
jaansgeasat most hs decentralised at least to the BB level to b© 
effective! and to asst cases, to the Office level* If the basic 
principle of centralised -ollcy but decentral ised, gx^aUgo to 
applied, it is particularly important that there be strong, 
active istisrshlp at the top policy level of the Agency • 

The®© indications of interest and. need extend well beyond 
the scops of training prograet* It appears that the Agency now 
requires a eoaorahensive mmzmmt development plan within which 
training, along with the other staff services concerned, nay mice 
its appropriate contributions to the iiaprovenont of saaaagemsni* 

I aw outlining to paragraph 7 below the essential elements 
to » suggested management development plan for CIA. 
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7* The essential eleaents la * aa&mmmt dgwOflEffiSSfe 

«u A #tate»®nt by SCI outlining the scope# objectives, 
iwaedittte tasks# and long-term phasing of e Management devel- 
spiseat plan for CIA# 

b, A guiding statement of mnagesent policy for super- 
visors in CIA# 

q» An outline of the specifications of an org&risatio«sl 
a san ti l or' ja&nagcraent guide for each organisational o©ra,*OHertt# 
which would include! 

<l x . m up-to-date organisation chart 

(2) A functional statenent for each supervisor which 

would clearly delineate - 

(a) Els mission 

(b\ m» responsibilities and authority 
(c) Hi# working relationships 

d* Instruct ions in a procedure for evaluating periodically 
each s^ervisor* s competence as a manager * 

e. a check list of criteria, for ready use by supervisor* 
to keen them on course in iapreviag Agency management procedures# 

f, A brief description of the staff resources? available 
in the Agency to assist each mnarvisory official to achieve 
his aanegamrst objectives. 

g# An outline of the procedures that OCX will use to cheek 
xtp periodically on the progress of tho mansgwaaat devalopasat 
plan. 

S# To date# the iluasn Resources Program ha n made# I believe# 
extremely valuable contributions to the general tmr&rwmt of 
msnsgenent Its the Agency by serving as a. uHot project# in. generating 
discussion regarding »aoaga*s«at# in securing samplings of op inio n, 
and by providing the basis for a nractloei estimate of the condition® 
that must now ba fulfilled if significant advances are to be made In 
nesting the current Management requirements of CIA# 
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We have reechsd the point now where continuing progress 
fn lap roving sienagocaenl will require the combined operations of tho 
{gsaageneut I^rovoaeni Staff, the Office of Personnel, the Office 
«f Twining, end other cpproprl&te staff services, within the fret- 
work of ». coj^jrrbKwriTe wmegesseat development plan. Otherwise, 

I m afraid that our assaegeaent training program and ceuraas- will 
prove to he only superficial in explication and teifpomty in effect* 

The iwvelooricnt plan outlined above is eenaenant 

with, thy isofft cuecercful nraerfetcee in the .field of Management today • 
Such an. approach in, 2 *» sura, entirely functional to the management 
lfflp«rrsae«t nec&r of CIA today* 

9. it h&© been a grant pleasure to conduct the lit. hour initial 
r>ha»« of the resources Program; with those senior officials* 

Tie Proprai# continues down through. DP? end DM, and in the 
Individual officer in npl* Wi seem to be scheduled u» to toe Halt 
of oar capabilities through the smaaar. 

Ths follow-up phases of t he Huausn Pesouree® Program have 
become Much jn&ra varied than hsf originally been anticipated} but 
that, ws feel. In «H to the good. The moot aeaninvful follow-up 
neir appears? to fee in twras of Agency-wide ^leaning for mzutganeftt 
development. 

10. I shall c.®H your office for an appolntaent at your con- 
venience to .dtacuee this report. 
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tm MMUfiSNssr m mi appbmbd to ib of t» vmM&t 

amu m’ommcE m em aan m officials \mo participate® m mm mam* u 


1* The problem of getting senior officials to comprehend the meaning, 
and application of sound wtmgmmr& principles 1® their normal 
operations in. CIA* 

2, The problem of tmderstanding shat is needed in tame of planning, 
for management ii^rovemant, 

3* The need to clarify further the function®, responsibilities, authority, 
and working relationships at all- levels of supervision* 

it* Securing clearer expression of guiding operating policy from the 
top} the coordination of top policy all down the line* the application of 
firmer discipline in requiring adherence to top policy at all levels. 

% Assisting supervisors to accept as normal* crash situations, a 
condition of mobile readiness, and perpetual uncertainty in many operational 
matters* and to achieve sound operational planning within this climate, 

6, The necessity, from now on, for developing procedures that will 
wak» it possible to prune out the dead wood,- to ease oat of the Agency 
those individuals for whom there is no longer useful work, 

7, The Career Service Program* There, appears to be need for major 
applications of thought and effort to this problem, 

8, It was race niaed that a groat deal of attention needed to be given 
to the quality and effectiveness of supervisor-subordinate relationships, - 
especially with reference to the us® of staff meetings} the need for eupervisor- 
sutoordiaate individual conferences periodically | and the supervisor's 
responsibility and. opportunity to promote the growth and development of the 
individuals under his supervision. 

9, Clarifying the application of need to know strictures for those func- 
tionally associated with ait. operation, and between separate operating offices. 

13 , Checking Up to see that more attention, both formal and informal, is 
being given to the recognition of wo rk wall done,- the lower down the operating 
scale, the more isportant* 

11* corking out means of securing a better quality of cylatjd. staff 
wggjl from top levels down and thereby greatly ia^roving efficiency in operations* 

12, Spotlighting the branch Chief's job in DDF as the central focus for 
field operations} achieving a measure of standardisation through adopting best 
practices generally} and strengthening the quality of the .iashinr. ton-field 
relationships. 
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